THE EFFECTS OF NETWORK GROUPS ON
MINGORITY EMPLOYEE TURNGOVER INTENTIONS

Raymond A. Friedman and Brooks Holtom

Companies in the United States are concerned with retaining minority employees to maintain
or increase the diversity of their workforce. Here we assess the value of one approach companies
have used to retain minority employees: “‘network” groups. Based on data obtained from a large
company with extensive network groups, this study compares the turnover intentions of minor-
ity employees who have joined one of the company’s network groups to those who have not
joined one of the company’s network groups. The data show that employee network groups can
be useful in helping companies retain managerial-level minority employees. Extensive recom-
mendations are provided to help organizations maximize the effectiveness of network groups.
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For over 30 years, U.S. companies have
been concerned with retention of minority
employees, initially to better comply with
affirmative action requirements (Gold,
1993) and later to increase diversity (Jack-
son et al., 1992; Triandis, 1995). We expect
that retention of minority employees is af-
fected by all of the factors that influence re-
tention in general, including job satisfac-
tion, organizational
perceived availability of alternative jobs
(Griffeth, Hom, & Gaertner, 2000; Maertz
& Campion, 1998). In addition, however,
companies have developed various pro-
grams designed to support minority employ-
ees in particular, such as mentoring pro-
grams (Thompson, DiTomaso, & Blake,
1988), compensation systems designed to

commitment, and

reward managers who retain minority em-
ployees (Crump, 1988), and intensive train-
ing and intervention programs (Alderfer,
1992). In this article we assess the impact
of one approach to supporting minority em-
ployees: minority employee “network”
groups. These groups—usually initiated by
the employees themselves, but supported by
the company—are designed to help minor-
ity employees be better connected to each
other, and thus gain greater access to infor-
mation, social support, and mentoring.

If network groups work as envisioned,
they should help companies retain minority
employees. Yet, there has been no research
assessing the impact of network groups on
turnover intentions of minority employees.
Are all the claims made about network
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groups really valid? Should companies sup-
port network groups? Do network groups
have the same effects for minority employees
at all levels of the organization, or do they
help some employees more than others? Can
a poorly run network group still help? These
questions need to be answered for companies
to know how to respond sensibly to the for-
mation of groups. In our study we seek to an-
swer these questions by examining data from
one company that has extensive network
groups. We are able to compare the turnover
intentions of employees who have joined one
of the company’s network groups with those
who have not joined one of the company’s
network groups. We also test whether the ef-
fects of network groups are stronger for some
minority employees than others, and whether
satisfaction with a network group among
members can affect its impact on retention.

Background on Network Groups

Employee network groups are formally estab-
lished groups of employees—usually women
or minorities—that get together for various
activities (see Childs, 1992; Friedman, 1996;
Hyde, 1993). Some of the types of activities
include social gatherings, discussions about
what is going on in the company (e.g., new
technologies, corporate strategy, career sys-
tems), or fundraising for minority scholar-
ships. These meetings are often run by group
members, but they may also include senior
executives or HR managers who are invited
to provide talks about particular issues
and/or hear concerns that members may
have about the company. Meetings are usu-
ally over lunch or after work and tend to
occur about once a month or every other
month. Many groups also organize a yearly
conference with outside speakers, seminars,
and workshops (topics can range from sales
techniques to personal financial planning to
discussions of ethnic literature). Corporate
policies toward network groups vary (Fried-
man & Bogar, 1999), but typically require
groups to state their purpose, have some type
of charter and leadership structure, and be
open to anyone in the company.

The stated purpose of most groups is to
enhance the careers of members by provid-

ing social support, information, and leader-
ship opportunities to members. According to
Friedman (1996), a key challenge facing mi-
norities is that most people tend to interact
more comfortably with those who are similar.
If you are a minority in a company, however,
there may be few who are similar and they
may be hard to locate. The dominant cultural
norms are most likely of the White majority
(Ibarra, 1993, 1995). As a result, minorities
may not have as many close, personal ties at
work, making it likely that they will receive
less social support and mentoring than
Whites. This potential disadvantage may
have far-reaching effects. For example, Seib-
ert, Kraimer, and Liden (2001) found that in-
dividuals with multiple mentors reap greater
career benefits than those who have only one
mentor. Minorities also may not have as
many casual contacts (Granovetter, 1973),
those that are less deep and personal, but
still important in building a social network
and gaining access to information.

Network groups provide minorities with
knowledge about other minorities in the com-
pany and opportunities to meet with them and
interact comfortably. This should lead to more
deep, personal relationships at work, as well
as a broader network of casual connections.
These contacts, in turn, provide information
about the company and how to adapt to it, as
well as opportunities for mentoring and sup-
port. The end result should be enhanced ca-
reer development through community build-
ing and, ultimately, reduced voluntary
turnover. While network groups may occa-
sionally communicate complaints to manage-
ment about corporate policies or how people
are treated (e.g., Creed & Scully, 1998; Fried-
man & Deinard, 1996), the primary purposes
of network groups are community building
and career building, not advocacy.

Turnover—From Attitudes to Social Ties

Much of the current theory and research on
voluntary turnover springs from the ideas of
March and Simon (1958) on the perceived
ease and desirability of leaving one’s job. The
perceived ease of movement is heavily influ-
enced by job alternatives and the perceived
desirability of movement is heavily influenced



by job satisfaction. Job attitudes combined
with job alternatives predict whether employ-
ees intend to leave an organization, which is
the direct antecedent to turnover.! The re-
search investigating this attitude-driven
process and its component parts has been ex-
tensive [Maertz & Campion (1998) and Grif-
feth et al. (2000) provide excellent reviews],
confirming that job satisfaction and organiza-
tional commitment have consistent, statisti-
cally significant, and negative relationships
with turnover. Although researchers found
significant results, these results are modest,
at best [e.g., attitudinal variables control only
about 4 to 5% of the variance in turnover;
Griffeth et al. (2000)], leading Maertz and
Campion (1998) to conclude that many other
meaningful topics have been neglected.

A number of factors that have been em-
pirically associated with retention are not at-
titudes but are organizational in nature. In-
ducements to stay can include commitment
to particular work groups or projects, rather
than commitment to an organization or a job.
For example, many companies use teams to
induce attachments (Cohen & Bailey, 1997).
Reichers (1985) labels these attachments
“constituent commitments” and includes at-
tachment to unions, teams, and other work-
related groups. If employees do not want to
lose valued relationships with individuals
and groups by leaving, they are more psycho-
logically attached to the organization and
therefore less likely to leave.

Recent theoretical and empirical work
developing a concept of job embeddedness
by Lee et al. (1999) and Mitchell and col-
leagues (2001) emphasizes the importance
of on-the-job and off-the-job social attach-
ments on turnover decisions. One of the
three dimensions of their job embeddedness
construct is called “links.” Links are charac-
terized as formal or informal connections be-
tween a person and institutions or other peo-
ple. The higher the number of links the
person has, the more an employee is bound
to the job and the organization.

In two separate organizations, Mitchell et
al. (2001) demonstrated that people who are
embedded in their jobs have a lower intent to
leave and do not leave as readily as those who
are not embedded. Further, job embedded-
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ness also predicts turnover above and beyond
a combination of perceived desirability of
movement measures (job satisfaction, organi-
zational commitment) and the perceived ease
of movement measures (job alternatives, job
search). Thus, job embeddedness assesses
new and meaningful variance in turnover in
excess of that predicted by the major variables
included in almost all the major models of
turnover. Moreover, the links dimension,
which is conceived to be a measure of social
ties was significantly and negatively corre-
lated with both intent to leave and voluntary
quitting. Thus, initial empirical results sup-
port theoretical connections between social
ties and reduced turnover.

While social ties in general have been
shown to reduce turnover, one particular
type of social tie has been shown to be espe-
cially important, that of a mentor. Mentors
work with protégés to address early career
needs for guidance, support, and affirmation
(Levinson, Darrow, Klein, & Lim, 1978),
which can help them take more risks, and
spend less time in unfulfilling jobs (Murray
& Owen, 1991). In a large-scale national
study, Ragins, Cotton, and Miller (2000) ex-
amined the impact of the presence of a men-
tor, the type of mentor (formal or informal),
and the quality of the mentoring relationship
on a protégé’s intentions to quit. They found
that the presence of mentors—especially in-
formally established mentors—influenced
job attitudes among protégés. Further, a sub-
ject with a high-quality relationship with a
mentor had less of an intention to quit.

In sum, recent research on turnover
shows that turnover is affected not just by at-
titudes toward one’s job or availability of al-
ternatives, but also by social connections
within organizations. Social ties provide in-
herent benefits to employees, as well as re-
sources that reduce political risk and en-
hance support and career development.

Network Group Impact on Turnover
Intentions

Joining Network Groups

Network groups are designed to produce ex-
actly the kinds of social ties that should reduce

Recent
theoretical and
empirical work
developing a
concept of job
embeddedness
by Lee et al.
(1999) and
Mitchell and
colleagues
(2001)
emphasizes the
importance of
on-the-job and
off-the-job
social
attachments on
turnover
decisions.



408 o

In sum, we
expect that the
benefits of
network groups
will be
especially
pronounced
among those at
higher levels of
the organization,
given their
greater
dependence on
social networks.

HUMAN RESOURCE MANAGEMENT, Winter 2002

voluntary turnover. First, they allow minorities
to meet other minorities, which—given the
general preference for homophilous interac-
tions (McPherson & Smith-Lovin, 1987)—
should produce more relationships. These re-
lationships are likely to provide contacts in
other functional areas of the organization as
well as at higher levels within the organization,
reduce social isolation, and enhance chances
for political support and mentoring (Thomas,
1990). As Friedman, Kane, and Cornfield
(1998) have shown, African American employ-
ees in companies with network groups are
more likely to report having mentors, which, in
turn, produce higher levels of career optimism.

Further, greater access to information
and resources—both of which empower em-
ployees—should enhance individual motiva-
tion and work performance (Hackman & Old-
ham, 1980; Spreitzer, 1996). Additionally,
individuals who expand their network may be
able to add value to their organizations by fill-
ing a broker or boundary spanner role within
the organization (Burt, 1997). Improved work
performance and adding value should in-
crease an individual’s organizational reputa-
tion (Kilduff & Krackhardt, 1994)—an asset
that employees are unlikely to want to forfeit
by organizational departure.

Based on these effects, we propose that
network groups will reduce turnover. More-
over, we believe that a major portion of that
effect will occur via the impact of network
groups on social embeddedness.

Hypothesis 1: Those who join minority em-
ployee network groups will report lower
turnover intentions than those who do not
join network groups.

Hypothesis 2: The impact of joining net-
work groups on turnover intentions will be
mediated by the effects of network groups
on social embeddedness, including en-
hanced mentoring and social inclusion.

This mediation process we should point
out, applies to all effects of joining on
turnover intentions—both direct relation-
ships (as posited in Hypotheses 1) and mod-
erated relationships (as noted below in Hy-
potheses 3 and 4).

Organizational level. While social ties should
enhance all employees’ attachment to their or-
ganization, the added benefit of social embed-
dedness should be especially helpful among
managerial employees. As Hill (1992) points
out, the transition into the role of manager can
be very difficult because it involves a shift away
from a position in which you can do the work
yourself to one in which you are completely
dependent on others to get things done. To be
effective as a manager requires networking,
coalition building, and more subtle influence
tactics (Pfeffer, 1992). Also, the required tasks
become somewhat less clear, making coaching
and mentoring even more important for suc-
cess. Compared to those below the managerial
level, networks are especially critical for man-
agers. Similarly, an entry-level manager com-
pared to a top executive has a more limited
scope of responsibilities and fewer people
judging his or her work. Thus, networks are
much more important for executives than first-
level managers (Kotter, 1982). In sum, we ex-
pect that the benefits of network groups will be
especially pronounced among those at higher
levels of the organization, given their greater
dependence on social networks.

Hypothesis 3: Joining network groups will
reduce turnover intentions more for mi-
nority employees at higher levels within an
organization.

Diminishing effects. While we have hypothe-
sized previously that the impact of network
groups should be greater for those higher in
an organization, it is also plausible that the
effects diminish at some point. That is, those
at very high levels of an organization are likely
to be well enough connected that network
groups will be of little consequence for them.
If this is true, then we would expect a curvi-
linear relationship: Network groups have less
impact on turnover for nonmanagers, a great
deal of impact for low- or mid-level managers,
and less impact for top-level managers. Thus,
as an alternative to Hypothesis 3 (H3), we
propose the following:

Alternative Hypothesis 3: Joining network
groups will reduce turnover intentions
mostly for minority employees at middle



levels within an organization, while having a
smaller impact for minority employees at the
lowest and highest levels in an organization.

Network group resources. Network groups
vary in many ways. One way may be espe-
cially consequential for their impact on
turnover—the degree to which the group in-
cludes members who are at the very top lev-
els of the company. A group made up of only
lower-level employees, for example, will help
expand social support for members, but it
will not produce access to information and
support from the top echelons of the com-
pany. By contrast, those groups that happen
to include in their membership top-level ex-
ecutives can provide members with addi-
tional benefits. Those in higher-level posi-
tend to greater formal
decision-making authority over the alloca-
tion of resources than those in lower-level
positions. This resource-based power, in ad-
dition to their legitimate power (French &
Raven, 1968) may allow them to sponsor
protégés. In other words, high-level sponsors
may be able to provide a protégé with favor-
able and timely exposure, opportunities to
engage in challenging assignments as well as
provide career advice and coaching (Seibert
et al., 2001). Positive relations with contacts
at higher levels should therefore provide em-
ployees with greater access to these benefits.
The first author has observed some of
these effects directly. At one meeting of the
African American network groups at General
Electric, senior managers met with several
young presenters after a panel discussion to
provide feedback and suggested that the young
managers could call them later if they needed
help or advice. One senior manager noted that
there were many people in the room that day
that frequently hire people for middle-manage-
ment jobs or influence who gets hired. These
were valuable contacts for younger managers
to make. And, during one of the information
sessions, when younger members had ques-
tions about corporate strategy, there were sev-
eral people there who could answer their ques-
tions because they were involved in those
discussions within the company. All of these
benefits were absent in other groups that did
not have as much senior-level participation.

tions have
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Thus, with high-level minority executives
participating in the network group, the impact
of the connections made by joining the net-
work will be greater, enhancing the effective-
ness of network groups in reducing turnover.

Hypothesis 4: Joining network groups that
include more high-level managers and ex-
ecutives will reduce turnover intentions
more than joining network groups with
fewer high-level members.

Diminishing impact. Returning to the dimin-
ishing impact idea, we should consider the
fact that executive-level minority managers
already do have access to top-level manage-
ment. As a result, the benefits of being in a
group with more top-level managers may be
less for them than for lower-level managers
and employees. While it may still be very
helpful for top-level managers to have a
forum for networking with other top-level
minority managers, the overall impact on
turnover may be less for them than for oth-
ers in an organization.

Hypothesis 5: The impact of having high-
level executives in a network group will be
less for higher-level employees than for
lower-level employees.

Network Group Experience

Once employees join network groups, they
may have different experiences within those
groups. For some, the group may be very ef-
fective at creating social ties and political sup-
port. For others, the group may not prove to
be as satisfying. Indeed, we should expect that
not all groups are equally well run and ac-
commodating to members. In a survey of Na-
tional Black MBA members, some reported
that their network groups became highly
politicized internally, or engaged in unproduc-
tive battles with the company (Friedman,
1996). Those groups were not as attractive to
these employees. Even among those who ac-
tually join groups, some will be very pleased
with the direction of the group and how it op-
erates, while others will be less pleased.
Though there is no research addressing
this issue specifically, we believe the general
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findings from the turnover literature regarding
the impact of constituent commitment are in-
formative. As reported in a meta-analysis by
Griffeth et al. (2000), statistically significant
mean-corrected correlations exist between
voluntary turnover and co-worker satisfaction
(=.10), supervisor satisfaction (—.10), and
work-group cohesion (—.14). Collectively, the
studies behind these meta-analytic results
suggest that satisfaction with various con-
stituents in an organization is negatively re-
lated to subsequent organizational departure.
Thus, we can expect that those who are more
satisfied with network groups—Iike satisfac-
tion with other parts of the organization—will
be less likely to want to leave a company.

Hypothesis 6: Among network group
members, those who are more satisfied
with the network group will have lower
turnover intentions.

Satisfaction with a group may also en-
hance social embeddedness. In a variety of
areas—teams, interpersonal relations, and
organizations (Hall, Schneider, & Nygren,
1970; Reichers, 1985)—people are more
committed and engaged if they are more sat-
isfied with and attracted to the people,
groups, and institutions involved. So too, we
should expect that those who have greater
levels of satisfaction with their network
group should become more involved, result-
ing in more social ties and mentors and,
thus, more social embeddedness. And, as we
have already argued, social embeddedness
should reduce turnover intentions. Thus, so-
cial embeddedness should mediate the rela-
tionship between network group satisfaction
and intent to remain in an organization.

Hypothesis 7: The relationship between
satisfaction with network group and lower
turnover intentions will be mediated by so-
cial embeddedness.

Method
Research Site and Sampling

To test the hypotheses, we used data from a
large-scale research project on employee net-

work groups. In 1998 we collected data from
one large company with over 100,000 em-
ployees across 12 states. This company has
20 network groups, some of which were
started as early as 1974. Among these 20,
eight are primarily African American, two are
Hispanic, one is Asian, one is American In-
dian, and one is African American and Asian.
There are also groups for disabled, and
gay/lesbian, and female employees. Our focus
in this article, however, will be on the African
American, Hispanic, and Asian groups.?

The first step of our research strategy was
to interview two leaders of each network group
to find out about each group’s history. Second,
we distributed a survey via the company’s mail
system that was to be filled out and returned
directly to the researchers. Our goal for the
project was to make sure that we received re-
sponses from all levels of the company, from
men and women, and from all racial/ethnic
groups (African American, Caucasian, Asian,
Hispanic, and American Indian). Also, we
wanted to survey those who chose not to join
(not just members of network groups) and
White male employees (not just women and
minorities). Finally, we wanted to include em-
ployees from each of the company’s two geo-
graphic regions (the two parts were joined by a
recent merger; all groups, however, remained
within one or the other former company). To
achieve these goals, we created 80 cells (five
ethnic groups, by two genders, by four organi-
zational levels, by two regions). For each cell,
the company used its HR database to select a
random set of 100 employees (expecting about
a one-third-response rate). We sent out a total
of 5,793 surveys (there were less than 100 em-
ployees in some cells), and received 1,583 re-
sponses. Thus, we had a 27% response rate for
this phase of our survey.?

In the survey we asked whether the re-
spondent was familiar with any of the net-
work groups within the company, and if so,
what was the one group that they were most
familiar with. We then asked whether they
were members of that group. This allowed us
to see if we received a usable sample of mem-
bers from each network group, and to differ-
entiate between those who joined network
groups and those who did not. For some of
the smaller groups (e.g., some Black groups



in smaller states), not surprisingly, we re-
ceived surveys from only a handful of mem-
bers. Because we potentially wanted to be
able to compare responses across network
groups, we sent additional surveys (called
“phase I1”) to members of these smaller
groups. All surveys were anonymous. When
we sent surveys out to members of particular
groups, we instructed participants to fill out
the survey only if they had not done so al-
ready.* Response rates for this phase of the
survey were approximately 35%. In the end,
we received a total of 1,910 surveys.

The survey had three levels of questions.
First, we included items about the respon-
dent’s experience in the company, items
about the respondent’s job, and demographic
items (including sex, race, age, organiza-
tional level, region, and years in the com-
pany). These were asked of all respondents.
Second, we asked questions about particular
network groups. These were asked of all re-
spondents who reported some familiarity
with any group. Third, more detailed ques-
tions about particular network groups were
asked of respondents who were actually
members of network groups.

The subsample used for this study in-
cluded all African American, Hispanic, and
Asian employees. This sample included 514
Blacks, 312 Asians (primarily American-born
Chinese), and 325 Hispanics. Sixty-two per-
cent of Blacks were members of network
groups, as were 26% of Asians, and 34% of
Hispanics. The sample was evenly split be-
tween male and female respondents. Mean
number of years with the company was
14.86 and the median age was 41-45. Sixty-
six percent of the respondents had at least a
college degree (6.2% had only a high school
degree). The distribution by organizational
level was craft, 30.8%; first-level manager,
33.3%; second-level manager, 28.71%; and
top-level management, 5.0%. Responses
were evenly split between the two sides of
the company, and 86% of the responses were
from the initial phase of the survey.

Measures

The survey included items about turnover in-
tentions, satisfaction with the network
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groups, and social inclusion. An exploratory
factor analysis of these items, shown in Ap-
pendix I, led to the construction of three
scales. First, we created a two-item scale
measuring turnover intentions. The items
used in this scale were “I would be very
happy to spend the rest of my career at this
company” and “To what extent have you seri-
ously thought about changing companies.”
Second, we developed a three-item measure
of social inclusion. Third, we created a five-
item measure of satisfaction with network
groups. (See Appendix 1.) Fourth, we in-
cluded one item that asked if the respondent
had a mentor at the company (“I have a men-
tor at this company”). All items used a 1-7
Likert scale.

In addition to these scales, we examined
each network group to see what percentage
of its active membership included top execu-
tives. Those in groups that had 2% or more of
its active members from top management
ranks were assigned a code of “1” for higher
percentage of top management, and “0” if
fewer than 2% were from top management
ranks. The reason for choosing 2% was that
approximately half the groups had 2% or
more. Last, as controls we added data on
each respondent’s age, education level, years
in company, rank, sex, former company, and
survey phase. Sex was coded “0” for males
and “1” for females. Zero-order correlations
for all variables are shown in Table I.

Results

We tested Hypothesis 1 by regressing
turnover intentions on network group join-
ing, along with control variables. As shown in
Model 1 in Table II, joining was not associ-
ated with turnover intentions in the overall
sample. Next, we tested Hypothesis 3, which
suggested that the benefits of network
groups—and thus their impact on turnover—
would be stronger among those at higher lev-
els within the organization. We did this by
adding to the model an interaction term for
joining and organizational level. As shown in
Model 2 in Table II, this interaction term
was significant, indicating that among those
higher in the company, joining network
groups is associated with reduced turnover

We included
items about the
respondent’s
experience in
the company,
items about the
respondent’s
job, and
demographic
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Network Groups and Minority Employee Turnover

L8R Regression Models Predicting Turnover Intentions

Model (1) (2) (3 (4) (5)
Model R? 15 .15 .28 .13 27
F 6.21 5.90 12.37 13.85 27.18
df 26 26 28 10 12
N 940 940 917 940 904
Variable Beta Beta Beta Beta Beta
Controls
Age —.24%%* —.24%%* —22%%* —23%%¥ —22%%*
Education 22%%* 22%%* J18%** 22%%* 18%**
Years in company .01 .01 —.04 .01 —.04
Rank .05 .10* .09* .07 .09%*
Sex .00 .00 .01 .02 .02
Company .00 .00 .01 .00 -.01
Phase .03 .01 .01 .04 .03
Join —-.04 12 .01 —-.01 .00
Join x Rank —.19% -.05
High % top execs .09 .08
Join x High % —.08# —-.04
Mentor —.06% —.06%
Social inclusion —37%%* —37%**

Note. Population: Black, Asian, and Hispanic employees.

Also includes as controls a dummy variable for each network group. These are not reported here due to space limitations.

#p <.10. *p <.05. **p <.01. ***p < .001 (hypothesized predictions are reported one-tailed; others are reported two-tailed).

intentions. Similarly, we tested Hypothesis 4,
which suggested that minorities in network
groups with more top managers would be es-
pecially likely to exhibit reduced turnover in-
tentions, by adding to the base model an in-
teraction term for joining and having a
higher percentage of top managers. This,
too, showed a significant effect, providing
support for Hypothesis 4 (see Model 4 in
Table II).

To test alternative Hypothesis 3, that the
beneficial impact of network groups on
turnover would diminish at very high levels
within the organization, we estimated a
curvilinear model. In this model, we in-
cluded both the joining by rank interaction
term, and an interaction term for joining by
rank-squared, as well as our controls. The in-
teraction by rank-squared term was not sig-
nificant, indicating that there is no diminish-
ing of the benefits of network groups at high
levels within the organization.> We also tried
to get a clearer picture of the pattern of ef-

fects by running Model 1 separately for each
employee level. While none of the results for
these subsamples was significant, it was
clear from the size and direction of the coef-
ficients that network groups help reduce
turnover about the same across all levels of
management, but do not reduce turnover at
all for nonmanagerial employees.

To test Hypothesis 5, that the beneficial
impact of having top management be mem-
bers of network groups would be more pro-
nounced among lower-level employees, we
estimated a model that included a three-way
interaction between joining, rank, and hav-
ing a high percentage of top management
members (this model also included all lower-
level interaction terms). The three-way inter-
action was not significant, indicating that the
benefits of having top-level executives in a
group are not diminished for higher-level
network group members. Again, we tried to
get a clear picture of the pattern of effects by
running Model 4 (with the join X high
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percentage interaction term) separately for
each employee level. None of the results for
these subsamples were significant and no
clear patterns emerged.

With these relationships established, we
next tested to see if social embeddedness
mediated the relationships where effects of
network groups were found, as predicted in
Hypothesis 2. Using Baron and Kenney’s
(1986) analytic approach, we assessed, first,
whether joining, joining X rank, and joining
x higher percent of top managers were sig-
nificantly associated with our two measures
of social embeddedness: mentoring and so-
cial inclusion. As shown in Table II1, joining
a network group is not associated with
greater mentoring and more inclusion for
the overall sample (Models 1 and 4), but it
is associated with greater mentoring and
more inclusion for those higher in the or-
ganization (Models 3 and 6) and for those in
network groups with a high percentage of
members from top management (Models 2
and 5). We then added mentoring and inclu-

sion to the original models to see if these
variables would predict turnover intentions
and lower the coefficients for joining (join-
ing X rank, and joining X high percentage of
top management). In both cases (Models 3
and 5 in Table IT), mentoring and social in-
clusion did significantly predict turnover in-
tentions and the size of the interaction
terms were reduced in size and no longer
significant. These results show that at least
some of the effects of joining network
groups on reduced turnover intentions can
be explained in terms of the effects of join-
ing on social embeddedness—at least for
managerial employees and those in groups
that include many executives.

Turning to Hypothesis 6, about the im-
pact of satisfaction with network groups on
turnover intentions, we examined just the
population of Asians, Hispanics, and African
Americans who were members of network
groups. As shown in Table IV (Model 1),
higher satisfaction with network group is as-
sociated with lower turnover intentions.

Regression Models Predicting Social Embeddedness

DV: Mentor DV: Social inclusion
Model (1) (2) (3) (4) (5) (6)
Model R? .03 .04 .08 .01 .01 .04
F 2.65 3.65 2.72 1.07 1.31 1.25
daf 26 10 27 26 10 27
N 931 931 931 926 926 926
Variable Beta Beta Beta Beta Beta Beta
Controls?
Age -.08 —-.09 -.08 .04 .02 .03
Education —.08 —.06 —.08 —.09* —.09% —.09%
Years in company —.13* —11% —.14% —.12% -.09 —12%
Rank J2%F 1% —.10 .07 .05 .00
Sex .03 .02 .03 .02 .01 .02
Company —-.02 .05 —13* —-.04 .01 -.05
Phase .03 .02 —-.02 -.00 —-.01 .02
Join .04 .01 —.14% .02 -.02 —.19%
High % top execs -.03 -.09
Join x High % A1 JA5%F
Join x Rank 23% 26%

Note. Population: Black, Asian, and Hispanic employees.

Also includes as controls a dummy variable for each network group. These are not reported here due to space limitations.

#p < .10, *p <.05. *¥p <.01. ***p <.001 (hypothesized predictions are reported one-tailed; others are reported two-tailed).
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LLGEPVE Regression Models Predicting Turnover Intentions

Model (1) (2) (3)

Model R? .18 .18 .28

F 3.41 3.44 13.02

daf 24 25 25

N 406 404 392

Variable Beta Beta Beta

Controls?
Age _ 24w _26% _20%*
Education 22%%* 22%%* 18%**
Years in company .02 .01 -.05
Rank -.05 —-.02 .05
Sex —-.01 —-.01 .04
Company .00 -.02 .01
Phase .04 .04 .05

Satisfaction with group —.08* -.06 —-.01

Mentor —10%%

Inclusion —.35%%*

Note. Population: Black, Asian, and Hispanic network group members.

aAlso includes as controls a dummy variable for each network group. These are not reported here due to space limitations.

#p <.10. *p <.05. **p < .01. ***p <.001 (hypothesized predictions are reported one-tailed; others are reported two-tailed).

Further, as shown in Table V, higher satisfac-
tion is associated with greater social embed-
dedness, i.e., greater mentoring and social
inclusion. To test Hypothesis 7, we once
again followed the Baron and Kenny ap-
proach to studying mediation. We added our
social embeddedness measures into the first
model, and found that mentoring (Table TV,
Model 2) and inclusion (Table IV, Model 3)
both predict turnover intentions; with those
variables added to the models, satisfaction is
no longer significantly associated with
turnover intentions. Thus, member satisfac-
tion with network groups appears to generate
greater social embeddedness, which reduces
turnover intentions.

Discussion and Recommendations

Our data show that employee network
groups can be useful tools for helping com-
panies retain managerial-level minority em-
ployees (although not nonexempt employ-
ees), thereby assisting them in meeting their
diversity goals. Joining network groups, it ap-
pears, is associated with reduced turnover in-

tentions for higher-ranked employees. This is
critical for companies that are moving from
“creating diversity” at entry levels within the
organization to “managing diversity” by en-
suring that minority employees succeed once
they are hired into the organization (Thomas,
1990). The benefits of employee network
groups may be especially helpful because for-
mal mentoring programs have met with little
success (Kram, 1985) and diversity training
can be somewhat controversial (Lynch,
1997). Companies desiring to increase reten-
tion rates among minority employees and
better manage the careers of their diverse
employees should consider supporting net-
work groups.

Recommendation #1: Encourage and sup-
port minority employee network groups.

We know from this study that social em-
beddedness is the key to network groups’
success. One of the primary reasons why net-
work groups make a difference for manage-
rial-level employees, and especially those
who join groups with active top-management
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Regression Models Predicting

Inclusion and Mentoring

DV: Mentor DV: Inclusion

Model R? .20 12

F 3.96 2.19

daf 24 24

N 406 396

Variable Beta Beta

Controls?
Age —17% 11
Education —-.06 —.13*
Years in company —-.09 —23%%
Rank 23 28% ¥
Sex .06 -.01
Company —11 -12
Phase .05 .04

Satisfaction with group 25%*F 20%*F

Note. Population: Black, Asian, and Hispanic network
group members.

@ Also includes as controls a dummy variable for each
network group. These are not reported here due to space
limitations.

#p < .10. *p <.05. **p < .01. ***p <.001 (hypothesized
predictions are reported one-tailed; others are reported
two-tailed).

members, is that groups enhance social in-
clusion and increase mentoring. Social en-
gagement and support appear to make
African American, Asian, and Hispanic man-
agers more likely to want to stay with a com-
pany. This result is completely consistent
with emerging knowledge in the turnover lit-
erature, but is important to highlight since
this is exactly the area in which minorities
have experienced persistent problems (e.g.,
Ibarra, 1995; Thomas, 1990). The implica-
tions of our findings are that, even if compa-
nies do not have formal network groups, they
should focus especially on the issue of social
embeddedness if they want to increase mi-
nority retention.

Recommendation #2: To reduce minority
employee turnover, focus on policies that
enhance minority employee social em-

beddedness.

That being said, network groups are an
effective way to enhance social embedded-
ness. While some try to formally assign em-
ployees to particular mentors, network
groups produce support in a more natural
and less contrived way. By creating more op-
portunities for in-group support, employees
seem to be able to find and develop, on their
own, more mentoring and social contacts.
We should point out that increased mentor-
ing activity among network group members
is not just derived from mentoring by higher-
level minorities. A study by Friedman, Kane,
and Cornfield (1998) showed that those in
companies with network groups were also
more likely to have a white mentor than
those in companies without network groups.
Network groups help people create more
cross-race social ties, not just within-group
social ties.

Our study does, however, point out that
network groups are not nearly as useful for
nonmanagerial employees as they are for
managerial employees. This makes sense be-
cause the core benefits of network groups—
developing social support networks and ex-
tensive contacts within an organization—are
much more important for managers than
nonmanagers. Nonetheless, it is politically
difficult for network groups to explicitly ex-
clude nonmanagers. Company policies usu-
ally require that groups be open to everyone,
and minority employees usually loathe saying
that nonmanagers cannot participate. What
they can do, however, is set up sessions that
explicitly discuss issues relevant to man-
agers, ensure that scheduling of meetings is
done in such a way that managerial employee
participation is maximized, and possibly even
have subgroups within employee network
groups that are just for managers. There is
no reason to believe that nonmanagerial par-
ticipation is harmful in any way, rather that
the positive impact of groups on turnover is
more significant for managers.

Recommendation #3: Focus the activities
and schedules of network groups on the
needs of managerial-level employees.

What, though, can companies do to
make groups form and develop? Network



groups are, by definition, self-organized.
Groups are not formed by management.
What, then, can companies do to encourage
groups? The most important step is to let em-
ployees know that the company welcomes
groups and will not respond with anger and
suspicion when groups form, as occurred
early in the history of network groups (Fried-
man & Deinard, 1996) and still occurs to
this day among those who see network
groups as being “union-like.”

Recommendation #4: Provide employees
with contacts to network group leaders at
other companies, signal to employees that
network groups are welcomed, and have
top management attend some network
group meetings.

Our study also suggests that groups are
not all the same in their effectiveness at re-
ducing turnover intentions. First, it is critical
that groups be run well. Members who are
less satisfied with their groups participate less
and develop fewer social ties—diminishing
the impact of having network groups. For
groups to help a company retain employees,
they must do what it takes to meet members’
needs. Our study here does not show exactly
what it takes to increase member satisfaction,
but from field work with network groups
(Friedman, 1996) we expect that satisfaction
with groups depends on six factors: (1) mak-
ing sure that the groups do not become fac-
tionalized or political; (2) maintaining some
awareness of how to develop new leaders and
make smooth transitions between leaders; (3)
having a variety of activities, so that the group
provides something for people with different
interests; (4) not becoming just a social club
(although socials are often very helpful); (5)
attracting high-potential minority employees,
making membership in the group a symbol of
success; and (6) maintaining good relations
with the company. All of these, however,
come down to the quality of leadership within
network groups, and the leaders’ level of ex-
perience and maturity. To bolster these fac-
tors, we suggest:

Recommendation #5: Encourage the most
highly skilled employees to be leaders of
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network groups, and help them build con-
tacts with experienced network group
leaders in other companies.

Our study shows that groups are more
effective if they include top-level minority
managers among members. Having top-
level management participation gives
groups legitimacy, provides access to strate-
gic-levels of decision-making within the or-
ganization, and provides more powerful al-
lies to build effective social networks. Of
course, not all companies will have top-level
minority managers, but for those that do
have minority executives, it is extremely im-
portant that they participate in relevant net-
work groups. This is one way in which the
success of some minorities at the very top
can lead to enhanced retention of minori-
ties throughout an organization.

Recommendation #6: Encourage partici-
pation in network groups by top-level
minority managers.

Switching our focus now to the impact
of this study on the research literature,
these results are consistent with existing
theory about network groups (Friedman,
1996) and are consistent with emerging
findings on the value of “social capital.”
Seibert et al. (2000), for example, found
that two measures of network structure—
weak ties and structural holes—positively
relate to the level of social resources embed-
ded in a person’s network, as measured by
the number of developmental contacts out-
side of one’s own functional area and at
higher levels in the organization. These so-
cial resources were positively related to cur-
rent salary, number of promotions over the
career, and career satisfaction. Our findings
support this emerging literature on social
capital, which points to similarities between
minority and nonminority employees. Fi-
nally, our findings are also consistent with
emerging theory about the importance of so-
cial embeddedness as a key factor affecting
employee turnover (Mitchell et al., 2001).
The more connected a person is profession-
ally and socially at work, the more likely it is
that they will stay in their organizations.

Encourage

the most highly
skilled
employees to

be leaders of
network groups,
and help

them build
contacts with
experienced
network group
leaders in other
companies.
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Limitations

One limitation of this study is that our data
is not longitudinal; there is the possibility
that the causal direction could be reversed.
However, there is both strong theory and
data suggesting that mentoring does follow
from network group formation (Friedman,
1996; Friedman et al., 1998) and that social
embeddedness diminishes turnover inten-
tions (Mitchell et al., 2001). Moreover, it is
unlikely that we would have found the set of
mediating effects we did (showing that join-
ing network groups affects social embedded-
ness, which accounts for much of the impact
of network groups on turnover) if the causal
direction were reversed. Also, the association
found between network groups and mentor-
ing in another study (Friedman et al., 1998)
could not possibly be due to reverse causa-
tion since that study compared responses
across companies. Even if causality can be
questioned, we do know from this study that

there is an association between joining a net-
work group and having lower turnover inten-
tions among managerial employees. Still, an
ideal design for future research would mea-
sure turnover intentions before and after
people joined network groups.

In conclusion, organizations that support
network groups may be more likely to retain
minority employees than those that do not.
Moreover, efforts to encourage high-level mi-
nority employees to participate may increase
the effectiveness of these groups. As firms
wage the war to attract and retain top minor-
ity talent, it appears that the relatively low
cost of supporting employee network groups
provides a significant return.

We would like to thank the Center for
Human Resource Management at University
of Mllinois for funding this project, managers
at the company we studied for their support,
and Adam Long, Simon Tidd, and Mary
Dietrich for their advice and assistance.

A ngl Exploratory Factor Analysis of Turnover Intention, Network Support, Social Inclusion,

and Network Satisfaction Items

Factors: 1 2 3
Turnover intentions
1. I would be happy to spend the rest of my career at this company. -.87
2. To what extent have you seriously thought about changing companies?>* .86
Social inclusion
1. T do not feel a strong sense of “belonging” to this company.* .81
2. When [ have problems at this company, there is no one I can turn to.* .67
3. I do not feel like “part of the family” at this company.® .79
Network satisfaction
1. Overall, I am satisfied with this group. .84
2. This group has made a positive difference in my life at this company. .90
3. This group helps with my career. .84
4. This group is not really relevant to my life at this company.® —.68
5. This group has benefited only a few people.* —.67
Eigenvalue 1.57 1.81 3.16
Percentage of variance explained (rotated factors) 15.7 18.1 31.6
Coefficient alpha 71 71 .82

Note:* Indicates reverse-scored item.
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ENDNOTES

Intention to quit has demonstrated the highest,
most consistent bivariate relationship to turnover
behavior, r = .50 (Steel & Ovalle, 1984). Tett and
Meyer (1993) reported a meta-analytic correla-
tion between multiple item measures of turnover
intention and turnover of r = .65. Since turnover
intentions are a reliable indicator of actual
turnover, and the data we have is about turnover
intentions rather than actual turnover, our hy-
potheses will focus on turnover intentions.

We excluded from our analysis members of the
gay/lesbian groups because to assess joining, we
needed to be able to identify people from that
group who chose not to join, as well as those
who did join. Since the company would not
allow us to ask all employees about their sexual
orientation, we could not assess joining among
gays or lesbians. We also excluded members of
the women'’s group. There was not widespread
familiarity with the women’s group throughout
the company as was the case for the Black, His-
panic, and Asian groups. Thus, the entire popu-
lation of women was not really a viable target
population for the women’s group (the women'’s
group was based largely in one of the mid-sized
cities within one state). We excluded the Amer-
ican Indians and disabled groups, because the
numbers of employees in those groups were so
small (under 20 in each group). The groups
with the greatest penetration throughout the
company and visibility to employees were those
that focused on Black, Hispanic, and Asian em-

ployees. African American groups had been
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formed in nearly every region of the company,
and groups were available for Hispanic and
Asian employees in the regions where most of
these employees lived, making these groups
most appropriate for a study of joining. We
could add to our analysis members of the
women’s, gay/lesbian, and disability groups
when we analyze models that only included net-
work groups members, but we chose not to do
so to make the samples comparable.

Response rates in individual cells varied from
0% (in cells where the 7 was very small, such as
female American Indian top executives) to 67%
(again, in cells where the n was very small). Re-
sponse rates were higher in one half of the com-
pany (30%) than the other (22%), they were
higher for top-level managers (33% for level 2
and 28% for level 3) than first-level managers
(22%) or craft-level employees (22%). For that
reason, we included these indicators as controls
in the analyses reported below. Male and female
responses rates were equal. Response rates for
whites were lowest (19%), slightly higher for
Asians (23%), a bit higher for Blacks and Amer-
ican Indians (both 28%), and highest for His-
panics (32%). Note that some respondents were
not included in these cell-by-cell analyses if
they did not provide demographic data in their
responses, or if they indicated that they were of
mixed race.

It is possible that someone could have filled out
a survey twice, but highly unlikely. Most people
find it bothersome to fill out surveys; thus, fol-
low-up surveys were sent only to groups where
there already was a very low number of respon-
dents, and group leaders reiterated our instruc-
tions in their own letters to members.

Since these findings were not significant, and to
limit the complexity of the tables, we did not in-
clude this model in the table.
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